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The primary objective of this degree paper is to examine the percep¬
tion of both managers and employees towards the Employee Assistance
Program within Atlanta's City Government, as well as relevant problems
associated with the administration of the program. An attempt has been
made to delineate the critical components of an EAP and to ascertain
whether the city's program consists of these vital components.
Employee Assistance Programs are similar to Alcohol Anonymous
programs. In fact, they are programs in the work force designed to assist
troubled employees with personal problems when those problems adversely
affect job performance. This study is significant because it has been
realized that employees' personal problems such as alcoholism, drugs,
financial, stress and marital impact negatively upon an organization's
productivity.
The main findings of this study indicate that the EAP in the City of
Atlanta is not adequately funded and staffed. In addition, the managers/




The main sources of information for this study were obtained from
questionnaires administered to sixty (60) managers and employees of the
City of Atlanta (48 of these responded to the questionnaires) and inter¬
views with Ms. Thelma Scott, EAP Coordinator for the city. A variety of
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I. INTRODUCTION
In the past, if an employee's personal problems affected his or her
ability to perform, he or she risked the possibility of being terminated.
Today, companies are beginning to realize the importance of the individual
to their organizations. Several companies have begun to offer assistance
to their employees through what is commonly known as the Employee Assis¬
tance Program (EAP).
Employee Assistance Programs have been defined as programs in the
work place designed to assist employees with personal problems (troubled
employees) when those problems affect employees' job performance or atten¬
dance.! Government entities, like many corporations, have also established
these programs to address the needs of their employees.
In 1976, the City of Atlanta established an Employee Assistance
Program, but it was dismantled two years later. However, a new program
was re-established in 1986 because the need for such a program in Atlanta's
city government cannot be denied. The current EAP is under the leadership
of only one employee, Ms. Thelma Scott, who serves as the coordinator of
the program. The program is administered within the Bureau of Labor
Relations (BLR).
lArthur T. Jones, "A Comparison of Employee Assistance Programs in
Corporate and Government Organizational Contexts," Review of Public
Personnel Administration 6 (Spring 1968): 28.
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The goals and objectives of the City of Atlanta's EAR are as follows
Goals
1, Provide a mechanism for the city's early identifi¬
cation and referral of employees experiencing
personal problems resulting from behavior, medical, and
addictive problems which affect their job performance; and
2. Rehabilitate those employees, thereby decreasing
their exaggerated monetary liability to Atlanta City
Government.
Objectives
1. To decrease absenteeism/tardiness;
2. To decrease sick leave usage;
3. To decrease disciplinary actions;
4. To decrease on-the-job injury or incidents;
5. To decrease medical and insurance benefits usage by
addressing and treating causes, not effect, or
employees' on-going medical problems;
6. To increase overall health and job proficiency; and
7. To educate supervisors and employees regarding sub¬
stance abuse and psychological disorder and how to
cope with them.2
Currently, the city has about twenty-five departmental supervisors
or managers working with the EAR. Those individuals are responsible for
^Bureau of Labor Relations, City of Atlanta EAR (Atlanta, Ga.: City
of Atlanta Publication, 1986), p. 6.
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evaluating the employee(s) and keeping records of all documentation.
According to the city's EAP handbook, supervisors should support the
program by careful and frequent evaluation of the work performance of
employees they supervise.3
The Purpose of the Study
The purpose of this paper is to examine the perception of both
managers and employees towards the EAP in the City of Atlanta, as well
as some of the problems attendant to the administration of the program.
3lbid., p. 7.
II. THE PROBLEM AND ITS SETTING
Atlanta is a growing international city. Today, the city has well
over 2 million residents and about 8,500 work for its government. These
individuals work in either one of the ten departments, 37 bureaus or
three cooperating adjunct agencies.
Beginning in Septeirtoer, 1985, through July, 1986, the writer served
as an intern with the City of Atlanta in the Department of Administrative
Services, Bureau of Personnel and Human Resources, Division of Recruitment.
The writer also rotated to various divisions, such as Training and Develop¬
ment, Administration, Evaluation, Classification and the Bureau of Labor
Relations.
This paper discusses the Division of Recruitment, but more importantly,
it focuses on the Employee Assistance Program in the Bureau of Labor
Relations (BLR).
The Division of Recruitment
The Division of Recruitment has the responsibility of recruiting
candidates for city employment. It also must develop and implement
recruitment plans that are designed to meet present and future work force
needs.
The Bureau of Labor Relations (BLR)
The BLR is responsible for maintaining a harmonious work environment
for all city employees. This is done through the city code, which
4
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establishes grievance procedures, rules and regulations for all city
employees. The Bureau also must investigate and recommend deposition for
employees who filed grievances through the bureau. The BLR must respond
to employees' needs relevant to hours, wages and working conditions
through 'meet and confer sessions.'
The Internship Experience
The Recruitment Division has the challenge of not only recruiting
the best qualified job applicants, but it must also do so in a timely
manner. As an intern in this division, the writer's chief duties and
responsibilities were:
1. To interview and advise job applicants about
their qualifications for jobs for which they
applied;
2. To maintain departmental records, files and
respond to letter inquiries;
3. To participate in workshops and seminars; and
4. To assist in the preparation of recruitment
literature.
The main duties and responsibilities of the writer within the BLR
consisted of the following:
1. To maintain records and files of all grievances
filed within the Bureau;
2. To analyze grievances filed within the Bureau;
3. To attend the BLR Board hearings; and
4. To accompany and assist Labor Specialists during
field visits.
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In the absence of the BLR's secretary, the writer was temporarily employed
in that capacity from June 1986 to July 1986. Serving as an employee
with the BLR, the writer was able to acquire knowledge and first-hand
experience about the Employee Assistance Program and the problems inherent
in it.
III. STATEMENT OF THE PROBLEM
Employee productivity is a major concern to all organizations.
Recently, many organizations both in the private and public sectors have
come to the realization that personal problems of their employees impact
negatively on these organizations. Consequently, there has been a pro¬
liferation of Employee Assistance Programs in these organizations to
address the many and various problems which impact on employee performance
and productivity.
Although the assumptions that underlie the establishment of a program
like the EAP are legitimate, the implementation of the program is usually
plagued by serious problems. Specifically, the City of Atlanta's EAP
is plagued by lack of funds, inadequate staff, and a lack of confiden¬
tial ity.
In an interview with Thelma Scott, she stated that one of the major
problems plaguing the EAP is lack of support and funds to operate the EAP
effectively.4 This situation has also resulted in inadequate staffing,
lack of resources to publicize and disseminate information about the
program. In addition, a significant number of managers and employees
express some doubts and concerns about the confidentiality of the program.
^Interview with Thelma Scott, Bureau of Labor Relations, Atlanta,
Georgia, 16 November 1986.
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IV. REVIEW OF THE LITERATURE
Origins of EAPs
EARS derived from what is known today as Alcohol Anonymous Programs
founded in 1933. Historically, companies used the recovering alcoholic
to deal with other employees who had problems in the work force. There
were several pioneer companies that had counseling programs for their
employees. As early as 1917, Macy's, the department store, instituted a
"counseling" program for its employees. The Metropolitan Life Insurance
and Western Electric Companies also had industrial counseling.5
When EAPs began, employees were employed in basic industry. However,
as society has grown, so has the labor force and the problems that indi¬
viduals bring to the job place. The term EAP, according to Jim Wright,
"was coined to describe the transition from occupational alcoholism to
work based assistance efforts with broader percept ions."6
In establishing programs similar to EAPs, it was noted that other
problems, not only alcoholism can cause job impairment. EAPs may vary;
some may be centered around only alcoholics, while others may be a more
general program. These two programs are called alcoholic approach and
Sjames T. Wrich, "EAPs: Ethical Constitution," Personnel Administra¬
tor 10 (August 1985): 30.
6jim Wright, "EAP: An Important Supervisory Tool," Su£ervis£ry_M^-
a£eme^ 29 (December 1984): 16.
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broad brush approach, respectively. Paul Dwyer notes that it became
increasingly clear that not all poor work performance was alcohol related,
as the art of EAP developed.7- Many employees have other problems that
cause job performance to decline. These include financial, minor
psychiatric, stress, legal and marital, are all good examples. In the
same vein, Joseph Hofman asserts that we (professionals) have learned
over the years that those employees who are entering EAPs often have severe
personal problems that interfere with life on the job as well.^ Because
EAPs are fundamentally new, many people do not fully understand them.
The programs are designed to help the troubled employee return to his/her
normal work capacity, without being terminated.
The Cost of Troubled Employees to an Organization
William Bailey maintains that one out of every six employees, at
some point in their employment had a personal problem that affected their
job performance.9 Most career EAP professionals deal with an array of
problems that has the possibility of affecting profits and productivity.
Bailey said that 25 percent of a troubled employee's salary becomes
unearned income. Also, organizations have realized that 10 percent of the
work force is responsible for 40 to 60 percent of the medical claims.19
7paul S. Dwyer, "The National Crisis Grows," EAP Digest 5 (November/
December 1984): 47.
Sjoseph Hofman, "EAPs: Corporate Ombudsman," EAP Digest 4 (May/June
1984): 5.
9wiii iam E. Bailey, "EAPs: Putting Together the Pieces," Management
World 15 (March 1986): 32.
lOlbid.
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Starr and Bryan noted that companies that have troubled employees
incur serious financial liabilities due to chronic absenteeism, increased
accidents on and off the job, lowered productivity and morale and exces¬
sive utilization of medical and disability benefits.il Many may think
that termination is the answer, but the cost of termination is also high.
It costs an estimated $15,000 to $25,000 to replace a non-exempt employee.12
Ray Killian maintains that not all employees who dropout from career
progression can be reactivated or salvaged. However, both the company
and the individual deserve the opportunity to try to protect the investment
each has already made.13
Companies that have EAPs are not trying to interfere in their
employees' lives. Their major concern is to help the employee and bring
job performance back to its normal capacity. The most valuable asset
that any organization has is its employees. When an employee's personal
problem affects his/her job performance, that problem becomes a company
problem. Some organizations may not approve or endorse an EAR because
they may fear the financial burden. But, the cost to employ a troubled
employee is even higher.
Jim Wright maintains that "absenteeism from work and reduced producti¬
vity due to living problems cost $61.2 billion a year. Problems related
to marriage, family, and chemical dependency, to name a few, are direct
l^Ann Starr and Ginger Bryan, "Cost/Benefit Analysis for Employee
Assistance Programs," Personnel Administrator 10 (August 1985): 55.
l^Wright, "EAP: An Important Supervisory Tool," p. 17.
l^Ray A. Killian, Managing Human Resources (New York, N.Y.: AMACOM.
1976), p. 67.
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contributors to 60 percent of job absenteeism, 80 to 90 percent of indus¬
trial accidents and 65 percent of all termination."!^
Similarly, Robert Dellovo asserted that the estimates and the cost
to employers due to absenteeism and higher medical care costs were stag¬
gering ranging as high as $200 billion per year.!5 in addition, O'Borin
stated that the average alcoholic problems might become so severe that it
brings on growing absenteeism, poor work performance and a high accident
rate.!6
Government and private industry are reporting huge revenue losses in
regards to absenteeism and lower productivity. In 1960, American business
spent an estimated $27 billion on health care. That figure rose to more
than half of the total nationwide expenditure of $243 billion, in 1980.!^
In 1978-82, the losses in productivity cost firms an average of $4,250
for each worker annually. The total costs are $17 billion a year.18
George Watkins noted that industry spent about 60 percent on long
term employee disability cases, and $26 billion was spent annually on
disability payments and medical bills.19 Workers who have drinking
I'lWright, "EAR: An Important Supervisory Tool," p. 16.
l^Robert J. Dellovo, "Employee Assistance Programs Benefit the
Troubled Employee," Pension World 3 (April 1986): 47.
l^Coilin O'Borin, "Drink and Drugs at the Workplace," Personnel
Management 17 (December 1985): 28.
l^Richard T. Hellan, "Employee Assistance, An Update: A Perspective
for the '80s," Personnel Journal 65 (June 1986): 51.
l^Dwyer, "The National Crisis Grows," p. 49.
l^George T. Watkins, "In House," EAP Digest 5 (November/December
1984): 1.
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problems are absent 16 times more than others. These employees also use
more sick benefits and have a higher accident rate.20 On the other hand,
industrial stress costs $32 billion annually in work related accidents^l
and contributes to other medical problems, e.g. heart disease. These
factors are too grave to ignore; as such, managers should play a signifi¬
cant role in identifying troubled employees.
The Role of Managers
With several sums of money being lost annually on troubled employee,
managers and supervisors must be trained to notice employees who are not
performing or have increased accidents and frequent absenteeism. Dellovo
believes that to be truly effective, an EAP needs to be supported by top
management and the union.22 On the other hand, Wright asserted that "in
the EAP the most important person is the supervisor."23 The supervisor
has daily contact with employees and is in a position to notice when the
employee is not performing as he or she once did.
According to McClellan, "managers and supervisors cannot assist
their workers in solving personal problems that interfere with job perfor¬
mance if they are unaware of the company's EAP and how to gain access to
20wright, "EAP," p. 16.
2lKeith McClellan, "The Changing Nature of EAP Practice: EAPs have
a Bright Future," Personnel Administration 10 (August 1985): 32.
22Dellovo, "Employee Assistance Programs," p. 46.
23wright, "EAP," p. 23.
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it."24 The supervisor's role is to monitor work performance and to
identify a reduction in the quality or quantity of work.25
Some employees are reluctant to go to the EAP on their own. Thus,
managers must be trained to notice those individuals who are having
problems. It seems if management openly supports the program, workers
will also. The task (of managers) is to perform supervisory functions
effectively, and to take the initiative of employees apparent work
deficiency.26
Employees can be referred to the EAP or they can seek an appointment
on their own. These methods are called voluntary and involuntary. The
former method encourages individuals to seek help on their own, usually
before the problem becomes a major one. On the other hand, involuntary
referral is when the manager/supervisor has documented job difficulty and
recommends that the employee see the EAP counselor. In either case,
information about the program should be available and be disseminated.
The Dissemination of Information
Making information available to employees and their eligible dependents
is needed for the success of an EAP. EAPs must be understood by employees
and employers. Otte and Groepper maintain that "there must be human
resources information systems to gain manager information on employees
24McClellan, "The Changing Nature," p. 32.
25Dellovo, "Employee Assistance Programs," p. 48.
26The Supervisor's Handbook on Substance Abuse (Hollywood, FL: Health
Communication, Inc., 1977), p. 7.
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needs and capabilities; employees must be provided information on oppor¬
tunities in the organization."27 Watkins is of the opinion that there is
a lack of channels of communication among the EAP field and various health
systems and a lack of information and conception in regard to the purpose
and goals of EAPs.28 Employees must be assured that confidentiality will
be maintained. Employees must believe in the program and its mandate.
Confidentiality, asserts Jones, must be maintained throughout the entire
process.29 Managers must make decisions, at all times, which may effect
the lives of people they manage.
The Benefits of an EAP
The growing number of EAPs should be a testament to their success
rate. Dwyer noted that the number of Employee Assistance Programs has
increased from 2,400 in 1977 to 4,430 private and 677 public sector
programs in 1979.^0 one of the major reasons EAPs have grown and continue
to grow is their proven return on investment. Bailey asserts that forty-
seven per cent of the 305 companies surveyed by the Administrative Manage¬
ment Society found that "a reduction in absenteeism occurred at 30 per
cent of the companies after they implemented an EAP or counseling program,
while 23 per cent experienced a drop in turnovers."31
27Fred L. Otte and Richard C. Groepper, "EAP and Career Development
Implications for Both," EAP Digest 4 (May/June 1984): 47.
28watkins, "In House," p. 1.
29jones, "A Comparison of Employee Assistance Programs," p. 28.
30Dwyer, "The National Crisis Grows," p. 49.
3lBailey, "EAPs: Putting Together the Pieces," p. 37.
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When EAPs are implemented in organizations, they increase producti¬
vity mainly because an employee can be referred before his or her problem
becomes a major one. "Savings from lower absenteeism, decreased medical
claims and a reduction in the need for disciplinary actions more than pay
for the program."32 As stated earlier in this paper, the cost to employ
a troubled employee is high. Yet, those agencies that have EAPs report a
reduction in costs. A study conducted for General Motors by a group of
research consultants at the University of Michigan found that:
During the first year after entry into an EAP,
employees had 40 to 60 per cent reductions in
absenteeism, sickness and accidents benefits
utilization, and occupational injuries.33
In times of increasing stress and higher insurance rates, one of the
most positive and effective ways to demonstrate a committment to employees
is through an EAP. According to Jones, "EAP advocates argue that it is
less expensive to counsel and rehabilitate troubled employees than to
terminate them and recruit, hire and train their replacements."34 Hel Ian
maintains that employers are also implementing EAPs because they have
become an accepted part of employee benefits packages.35 Each time an
employee is fired or dismissed, it costs the organization. An AT & T
study reports that "each turnover costs companies an average of $2,100."35
However, when companies assist their employees through counseling, the
company benefits as well as the employee.
32Dellovo, "Employee Assistance Programs," p. 46.
33Dwyer, "The National Crisis Grows," p. 50.
34jones, "A Comparison of Employee Assistance Programs," p. 29.
35Hellan, "Employee Assistance - An Update," p. 51.
35Bailey, "Putting Together the Pieces," p. 37.
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Over time, an EAP may actually reduce health care
costs, as previously troubled workers may no
longer need the medical care they were receiving
prior to using the EAP. An overall improvement
in health among employees may also save through
reduced absenteeism and increased productivity.37
EAPs contribute not only to employees' effectiveness and productivity,
but also improve morale as well. "Companies may derive savings indirectly
through physically and mentally healthier employees and increased morale,
as well as through direct reductions in absenteeism and health care
costs."38 Implementing EAPs will not solve all the problems employees
are experiencing, but research indicated that they may "reduce their
incidence."39 Dellovo noted that a return on an employer's EAP investment
of up to ten to one, as well as greater job satisfaction and lower turnover
rates."40
Chiabotta asserted that a major airline observed that it received
$16.35 in return for every dollar spent.41 In the General Motors Sub¬
stance Abuse Program, "the researchers figured that within three years,
for every dollar General Motors spent on treatment, the company saved
more than two dollars."42 when employees use the EAP, Pilkington maintains




4lBill Chiabotta, "Evaluating EAP Vendors: Howto Do it Right the
First Time," Personnel Administrator 10 (August 1985): 39.
42Dwyer, "The National Crisis Grows," p. 50.
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that "50 per cent of them use less time off of the job for treatment and
50 per cent fewer days of sick leave."^3 Piikington further states that
"an effective EAP can result in the elimination of ten to twenty years of
extraordinary medical bills, deteriorating job performance and poor
attendance."44 Thus, to add an EAP to an employee benefits package could
actually pay for itself and benefit the organization as well as the
employee.
43charles F. Piikington, "Treating Chemically Dependent Employees in
a Non-Hospital Setting," Personnel Administrator 10 (August 1985): 52.
44ibid.
V. METHODOLOGY
This study employs descriptive analysis to examine the perceptions
of both managers and employees of the City of Atlanta.
Data Sources
Primary data for this study were collected from questionnaires mailed
to sixty (60) employees in the city. These individuals were randomly
selected. Of the sixty (60) mailed, forty-eight (48) were returned.
Twenty-one (21) managers and twenty-seven (27) employees responded to the
questionnaires. Of the twenty-one (21) managers, nine (9) are males and
twelve (12) are female. There are eighteen (18) females and nine (9)
males from the participating employees. For a copy of the questionnaire,
see Appendices B and C.
In addition, the writer interviewed Thelma Scott, EAP Coordinator
for the City of Atlanta, and several EAP departmental coordinators.
Secondary data for this study were obtained from various sources such as
books, magazines and journals.
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VI. ANALYSIS AND DISCUSSION
Managerial Knowledge and Training
In spite of the fact that fourteen (14) of the managers indicated
that they support the EAP; eleven (11) of the twenty-one (21) managers
had only a vague idea about the program. Eight (8) knew a little more
about the program and two (2) did not respond to the question. When
asked to respond to the question whether they had training to notice an
employee with problems, eight (8) responded yes, nine (9) indicated no
and four (4) did not respond.
Surprisingly, of the eight (8) managers who were trained, five (5)
of them stated that the objectives of the training were not met and only
three (3) asserted that the objectives of the training were achieved.
The reasons advanced by those who felt that the objectives were not
achieved ranged from (a) the training session was too short, (b) the
training session was not taken seriously enough, and to (c) the training
was too superficial.
Managerial knowledge, support, and training are very critical to the
success of a program such as EAP. It is obvious from the responses that
a sizeable number of the managers within Atlanta's City Government is
either ignorant of the objectives of the program or they have not received
adequate training to identify problem employees. Such a situation does
not augur well for the EAP within the city of Atlanta. Since supervisors/
managers maintain daily contact with employees and because of their
19
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important positions within organizations, they must play a key role in
supporting, identifying and referring employees to the EAP. As such, the
training of personnel in management/supervisory roles is a necessity. In
fact, Wright stated that the attitude of the immediate supervisor is
probably the most important factor in gaining broad acceptance of the EAP
by employees.45 in additon, Hellan maintains that the primary reason for
establishing employee assistance programs is to provide a support tool
for day-to-day management and supervision of work performance.46 Wright
further maintains that, good supervisory training is the key to successful
use of Employee Assistance Programs. Supervisors must be knowledgeable
of the complete workings of the EAP.47
Dissemination of Information
One of the major problems that has plagued the EAP in the city of
Atlanta is lack of information. Of the twenty-one (21) managers, eighteen
(18) indicated that lack of publicity is the primary problem associated
with the EAP. Similarly, when managers were asked which area of the EAP
needed improvements, thirteen (13) indicated publicity, that is dissemi¬
nation of information.
When employees were asked how did they find out about the program,
only three (3) indicated that they obtained such information from their
managers/supervisors. Clients confidentiality should be the stated norm.
"Dissemination of information to employees and their eligible dependents
45wright, "EAP: An Important Supervisory Tool," p. 19.
46Hellan, "Employee Assistance," p. 51.
47wright, "EAP: An Important Supervisory Tool," p. 17.
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are keys to EAP success. Employees cannot use a service if they do not
know about it.^^ Jim Wright explains that "maximum penetration and usage
are a direct result of employees knowing about the program, accepting it,
and helping others use it."49
In order for employees to utilize the services provided by the EAP,
information must be made available to them through different channels
but, principally through their supervisors/managers. McClellan noted
that training of key employees such as supervisors and managers, together
with employee education, are important elements of information dissemina¬
tion.50
Confidentiality
When the managers were asked, " Do you believe the program (EAP) is
confidential?" Fifteen (15) stated no, four (4) yes, one (1) did not
respond and one (1) indicated somewhat. Several reasons were provided by
the respondents for this lack of confidentiality regarding the program.
They are: the office is too visible, people are human and they talk
about one another and it (EAP) is located in Labor Relations.
One of the necessary preconditions for ensuring the success of the
EAP is maintenance of confidentiality at all times. It is evident that
the managers believe the program is not confidential. Similarly, responses
for the employees reinforced those of the managers. For example, eighteen
(18) believe that the program is not confidential, five (5) believe that
48ibid.
49ibid.
50McClellan, "The Changing Nature," p. 35.
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it is, three (3) were not sure and one (1) did not know. In addition,
the managers indicated that they would not go to the EAP for various
reasons such as: (a) it is not confidential, (b) employees know who has
been to the EAP, they may not know what was said, and (c) the program
needs more staff and trained professionals. Dellovo noted that, a critical
factor to ensure the success of the EAP is confidentiality. The employee
must be assured that details of treatment, and even the fact that treatment
has been sought are not reported.51
Perceptions of the EAP
When asked to rate the EAP, using a scale of 5 to 1 (with five being
the highest score), the response generated indicated that both groups
rated the the EAP very low. The data in Table One reflect the low opinion
that both groups have of the EAP. In fact, not a single individual rated
the program above four. Of those employees who know about the EAP', twelve
(12) indicated that they would not go for help, four (4) stated they
would and one (1) maintained probably not. (See Table 1.)
Lack of Funds and Inadequate Staff
The city's EAP is confronted with several problems of which the lack
of funds is a major one. The EAP coordinator is of the opinion that lack
of funds has contributed to the existence of other problems.52 jhe Bureau
of Labor Relations' budget for fiscal year 1987 is approximately $257,744;
of that between $4,000 and $5,000 is set aside for the operation of the
EAP.
5lDellovo, "Employee Assistance Programs," p. 47
52interview with Thelma Scott, Bureau of Labor Relations, Atlanta,





QUESTION: On a scale of five to one with five being the highest score,











Do Not Know 0 1
TOTAL 27 21
SOURCE: Compiled from responses to the Questionnaire.
This meager sum is inadequate to successfully operate the EAR since
on the average, between 20-25 employees visit the office in a month.53
These individuals have an array of problems, from drug abuse to financial,
that one person cannot adequately handle. Usually, the EAR coordinator
is not only responsible for counselling these individuals, but also making
referrals to the appropriate hospitals or doctors. In addition, the head
53ibid.
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of the EAR must attend seminars, meetings and workshops. Whenever the
incumbent is sick or out of the office on official business, the EAR
virtually shuts down. The provision of adequate funds and staff is
crucial to the implementation of programs such as the EAR. Without these
two important ingredients, the program is doomed to fail.
The data in Table Two indicate that managers believe that the EAR is
understaffed. In fact, not a single manager believes the program should
have only one employee. Nine (9) stated that the program should have
more than five employees.
When asked to list the improvements and/or changes they would make
in the EAR, ten (10) asserted that more staff should be hired and thirteen
(13) indicated more funds were needed.
TABLE 2
STAFF NEEDS OF THE EAR
QUESTION: How many full-time employees do you believe should work with
the EAR?
Number of Employees that














SOURCE: Compiled from responses to the Questionnaires.
VII. CONCLUSIONS
The responses from both managers and employees indicate widespread
support for the objectives of the EAP. Unfortunately, the managers who
must play a key role in implementation of the program are not well
trained. Even those who are trained, the training has been very short
and superficial.
The lack of confidentiality in the city's program is a major obstacle
to the success of the EAP. When employees are not convinced that matters
which they discuss with the coordinator will be kept confidential or that
the structural conditions within which they must volunteer information is
inadequate, no one will utilize the services provided by the EAP. It is,
therefore, imperative that confidentiality be strictly maintained. Also,
the availability of adequate financial resources as well as adequate
staff is equally essential to the program's success. However, the city
of Atlanta has failed to provide these two resources. Such a failure
undermines the effectiveness of the coordinator of the program as well as
any potential successes that the program can achieve.
Even if the program were to have been adequately funded and staffed,
information regarding the program must be made available to potential
users. However, this is not the case with the city of Atlanta's program.
The program suffers from lack of publicity. In addition, the type of




The importance of an EAP to aid an organization, such as the city of
Atlanta cannot be over emphasized. Identifying and dealing with problem
employees in any organization, in the final analysis, saves money for the
organization and positively impacts upon the productivity and performance
of the employees.
VIII. RECOMMENDATIONS
The effectiveness of the EAR in the city will be enhanced if the
following recommendations were implemented by the city of Atlanta. These
recommendations are based on the review of the literature and the surveys
conducted by the writer.
1. The city should allocate adequate funds for the
EAR. It is recommended that funding be increased
to $50,00 in the next fiscal year to enable the
EAR to hire additional staff and publicize the
program. Further increases in funding should be
contingent upon an annual evaluation of the program.
2. The EAR coordinator should provide well organized,
substantive workshops and seminars to train managers
and supervisors. These seminars should also stress
the importance of the role of managers/supervisors
as key actors in the success of the EAR.
3. Orientation of new employees should include presen¬
tations by the EAR coordinator.
4. Seminars on employee counselling should be provided
periodically to all city employees.
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5. All employees working with the EAP must sign a
contract binding them to strictly adhere to
confidentiality. Violation of such a contract
should result in automatic dismissal. The EAP
office should also explore the possibilities of
off premises counselling and the use of private
counselors as further means of protecting confi¬
dentiality. A procedure that allows the EAP office
to screen applicants for referral to private coun¬
selling organizations may further protect the actual
content of employee files.
APPENDIX A
A SAMPLE COPY OF THE COVER LETTER









I am a student at Atlanta University and a former Graduate Intern
with the Bureau of Personnel and Human Services. I am seeking your help
with a survey. This survey is strictly voluntary and will be used to
determine whether there is a need to revise the Employee Assistance
Program (EAP) within Atlanta's City Government.
Your identity, department, and responses will be kept confidential.
Participating in this survey will not jeopardize your job with the city;
in fact, the survey could help improve the services offered by the EAP.
Please return the completed questionnaire by April 27, 1987 to
Gwendolyn L. Bush, P. 0. Box 71, Atlanta University, Atlanta, GA, 30314
or you may call me at (404) 221-9132 for further details. Enclosed is a
self-addressed envelope for your convenience.









The following is a survey about the Employee Assistance Program
(EAP). You are being asked to take part in it. You do not have to
include your name or the department in which you work. All information
provided will remain confidential.
^Male Female
1. How long have you been employed with the city?
2. What do you feel is the objective of an Employee Assistance Program
(EAP)? Please explain clearly.
3. On a scale of five to one, with five being the highest score, how
would you rate the City's EAP?
Please circle one: 5 4 3 2 1
4. In the last six months have you been referred to or visited the EAP
office? Yes No
5. If the answer to the above question is YES, how many times did you
visit the office?
1 2 3 ^More than 3 (Please specify.)
6. Do you know of anyone that has been referred to the EAP office?
Yes No
7. Do you know about the City's EAP? ^Yes No
8. If you knew about the program and you had a problem (relating to work
or a personal one), would you go to the EAP? ^Yes ^No
9. How many (unexcused) absences have you taken during the last 60 days?10.How many sick leave days have you taken during the last 60 days?11.How many times have you been tardy during the last 60 days?12.Have you taken any vacation days during the last month?
Yes No
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13. If yes, how many days?
14. Have you been injured on the job in the last six months?
^Yes No
15. If yes, did you get time off for the injury? ^Yes No
16. Have you damaged any equipment during the last 60 days?
Yes No
17. How did you hear about the City's EAP program? Please explain.
18. Do you know of anyone (a fellow employee) who should go to the EAP
for counseling?
19. If you know about the EAP, do you feel that it is confidential?
Yes No
20. What would be the main reason you would not go to the EAP? Circle one.
a. Non confidentiality
b. Afraid
c. The coordinator, in your opinion, lacks training.
d. You just would not feel comfortable discussing your personal busi¬
ness with others.
21. Would you tell your supervisor if you were experiencing any personal
problems affecting your job performance? ^Yes No
If no, please explain.
22. How many times have you been the subject of disciplinary action
during the last 60 days?
counseling reprimands ^suspensions
23. How would you rate your relationship with your co-workers?
very poor poor ^average good very good
24. How would you rate your performance on dependability during the last
60 days?
^very poor ^poor ^average good very good
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25. How would you rate your quality of work?
very poor ^poor ^average very good
LIST ANY COMMENTS YOU HAVE IN THE SPACE BELOW.
good
THANK YOU FOR YOUR COOPERATION AND PARTICIPATION IN THIS SURVEY
APPENDIX C




The following is an opinion survey about the Employee Assistance
Program (EAP) within Atlanta's City Government. You are being asked to
take part in it. You do not have to include your name or the depart¬
ment in which you work. All information provided will remain confiden-
tial.
Male Female1.What do you feel is the objective of an Employee Assistance Program?
Please explain.
2. Have you had training to notice an employee with a problem(s), if
you are a manager?
Yes No N/A
3. If you have had training, do you feel that the objectives of the
training were achieved? Yes No
4. If no, please explain.5.What do you consider to be the problems associated with the City's




6. On a scale of five to one, with five being the highest score, how
would you rate the City's EAP? Please circle one.
5 4 3 2 1
7. In the last six months, have you referred anyone to the EAP?
^Yes ^No
8. If yes, how many?
9. Do you believe in programs such as the EAP? ^Yes ^No10.If no, please explain your answer.
3711.What do you consider to be the most effective part of the City's
EAP?12.The least effective?13.List the improvements and/or changes you would make.
1. 4.
2. 5.





d. More than 5 (Please specify.)15.Would you go to the EAP office for help? ^Yes No
If no, please explain.16.Do you believe the program is confidential? ^Yes ^No
If no, please explain.
17. How long have you been employed with the city?
18. In your current position, are you a ^supervisor? section
leader? bureau director? division leader? other?
19. How would you rate your relationship with your employee(s)?
^very poor poor average ^very good good
20. Do you tell new employees about the EAP? ^A11 of the time
Sometimes A few times Never
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21. If you have referred employees to the EAR, what, in your opnion, was




d. Personal or family problem
e. Other (Please specify.)
LIST ANY COMMENTS YOU HAVE IN THE SPACE BELOW.
THANK YOU FOR YOUR COOPERATION AND PARTICIPATION IN THIS SURVEY.
APPENDIX D
INTERVIEW QUESTIONS FOR THELMA SCOTT, EAP
COORDINATOR FOR THE CITY OF ATLANTA
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Questions Asked During Interview With Thelma Scott
November 16, 1986
1. When was the city's EAR founded?
2. How many employees are currently working for the EAR?
3. What do you consider to be the problems of the EAR, if any?
4. If there are problems, in your opinion, why do you believe they
exist?
5. What is the current budget of the EAR?
6. Have you had training to be a coordinator of an EAR? Yes/No
7. If you have, what did that training consist of?
8. Do you think that management supports the EAR? Rlease explain.
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